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SURVEY OF AGENCY OVERTIME PRACTICES

A. Yegeral Employees' Pay Act

1. Public Law 763, 83rd Congress, (Fringe Benefits Act), emended
provisions of the Federal Employees' Pay Act with respect to compensaation
for overtime work. Prior to these amendments, overtime pay wes computed
on g time and one~half basis for employees paid $2,980 or less per year
and on a decreasing scale amounting to less than etraight time at higher
anpusl gslaries. The maximum compensation which could be psid, including
overtims and holiday pay, was $10,000. Under the terms of the amendmenta,
the limiting salary levels were expressed in terms of (5 grades rather
thapn dollars und were liberalized. The effect of these amendments is to
provide s time and one-half overtime rate to individuals paid at the
mintman rate of a G8-9 (curremtly $5,440) or less snd to provide for pey-
ment at the ¢8-9 overtime rate in higher grades subject o a maximum com-
pensation level of the top step of grade GS5-15 (curremtly $12,690).

2. Under the earlier provisions of the Pay Aet, the election as to
the form of compensation, i.e., premium pay or time off, rested in each
cage with the employse. The 1954 amendments provided that the employee
would exercige this cption if his pey rete was at or helow the maxlmum
rate of GS-9 (currently $6,250) but that the employing agency would deter-
mine the form of compensation for employees at higher snnual salaries.

B. Agency Poll

1. Following the enactment of the Fringe Benefits Act, the
following policies vere estgblished goveruing the use of end compensation
for overtime within the Agency {quoted from Tentative Regulatlon
Hours of Work, pare. T avd 8):

Overtime spd holiday work shall be kept to a minimum
consigtent with work requirements, and overtlme shd
holiday work shall be authorized only when work require-
mente cennot be gstisfactorily completed within the
regularly prescribed tours of gquty.

Payment for overtime and holiday work performed or
corpensatory time off in lleu of overtime pay shall not
be allowed unless the work has been suthorized prior to
its performance, and the employee concerned has been
gpecifically ordersd to perform the work. {NOTE; There
18 a subsequent provision for elalms for overtime worked
under umgual operational circumstances not permitting
advsnce approval.)
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An saployee in grade G8-10 or below shall de paid over-
time corpensation in agcordance with the rsates and
linitstions provided by lsw or msy, if he requests 1t
aot later than the end of the pay period in vwhich the
overtime was worked, be granted compensatory time off
in lieu of payment. Compensatory time off will be
granted for an amount of time equal to that aspent in
overtime work.

An exployee in grade GB-11 or sbove normally will be
granted compensstory time off in lisu of overtime pay
for overtime work within the gpmounts permitted by law.
Eowever, when the Opergting Official concerned estab-
lishee that it is not feasible to grent compensatory
time off to en enmployee in this grade renge, he will
suthorize payment therefor at the appropriate overtime
rate within the limitations presaribed by lav. In
making the determination as to whether it is feasible
to grant compensstory time off, the Operating Official
coneerned shall consider the following factors:

{a) Whether the individuel is in an essentisl
position apd cannot be spared to tske
eompensetory time off;

{v) vhether the individual has slready accrued
the maximum pmount of anmusl leave and
- asnnot be permitted to teke currently
aceruing anmual leave as well as compen-
satory time off,

2. At the same time, the suthority to approve overtime, formerly
vested in the Chief, Budget Division, wae delegated to Opsrating
Orficiels [ Chiefe of Benlor Staffs and Area Divisions under the
Surisdiction of the Deputy Director (Plans); Assistant Directors under
the jurisdiction of the Deputy Birector (Intelligence); and Chiefs of
Steffe and Directors of Offices under the jurisdiction of the Deputy
Director (Bupport) 7 with a prohibition against redslegation of this
authority to subordinate officlals:

3. Although there is no legal limitation on the perliod of employ-
ment &uring whieh individuals mey sccumulate compensatory time off for
subsequent use, the Agency establighed the rule that 1t must be used
during the lesve year in vhich eémrned except that an extension into the
first four weeks of the succeeling leave year is authorized for compen-
satory time off earned during the lsst four weeks of a leave year.
Previcusly, the Agency's rule had required immedinte use (vy the end
of the pay peried following the one im which earned).
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SUBJECT: Survey of Agency Overtime Practices

C. 1Beals for Survey

At the seventh meeting of the CIA Careexr Council, held on 2 February
1955, there was discussion of the effect of the new overtime provisions
on Ageucy overtime practices. On 6 Mey 1955, the Assistant Deputy
Dirsctor {Bupport) addressed p memorandum to the Chief, Msnagewent Staff,
regquesting that he designate a member of his steff to lead a team composed
of representatives of the Comptroller and of the Director of Persomnnel to
sonfiuct a study of Agency overtime practices.

D. Burvey Technigue

The stully tesn selected eight of the ten offices with the highest
paid overtime rates and eight of the ten with the lowest paid overtime
vates for the period 27 March - 2 July 1955 for study. The etuly was
bandicagped by the lack of datas for foreign field stations and of data
as to the sccumlation anf use of compensatory time off. Ten standard
questions, designed to highlight any differences in administration of
overtime or in philosophy as to its use and compensation, were constructed
to gulde dlscussions with officiels of the offices selected for study.
Comparative analysis of experience prior to ths Pay Act amendments against
subsequent experience was impractical because of the inadequacy of compen-
satory time records.

II. RESULYS OF SURVEY INTERVIEWS WITH OPERATING AND ADMINISTRATIVE OFFICIALS
regantatives of the study team interviewed mambers of the offices
selec for study using the list of stanfiard gquestions as s check point to

engure coverage of the same basic points in sach interview. Participants were
samured of the fact-finding nature of the study and the anonymlty to be given
the responding offices in reporting it. Cosparstive rates of the offices
inclufled are furnished below:

Av. Hours O/T per Av. Hours O/T per
High Use Offices Empl. per Pay Pa. Low Use Offices Empl. per Pay Pd.
No. 1 9.7 Yo. 8 1.6
No. 2 5.9 No. 7 1.4
Ko. 3 5.7 No. 6 1.2
Ho. b 4.9 No. 5 1.2
¥o. § L.8 No. b 1.2
¥o. 6 bk No. 3 1.1
¥o. 7 3.4 Na. 2 0.8
¥o. B 3.2 No. 1 0.3

Agency Average: 2.8 hours overtime
per employee per pay period
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TO _SURVEY QUESTIONS
Question No. 1: What is the office interpretation of the Ageucy overtime policy?

Both the high and low users repdrted that overtime was used only
when teceszery to meet esiergency workloed conditions with the
exception of one higher dser which reported overtime was necessery
to gperate on a 2h-hour &y, 7-day week, and another high user who
reported the necessity for opersting on a 6-day week.

Question No. 2: Does the office have a policy on overtime? Is it e written
poitey? 1{oy 1s mot written, what are the provisions of

Most of the offices had 1ssued elther formel internal instructions
or informal memorandums. In general, these follow the Agency
policy statement with amplification ordinerily in connection with
payment provisions for 08-1l's and over.

One of the high use offices states as & rule that any directed
evertime will be compenseted in pay. In contrast, two of the
low use offices discoursge overtime pay to individuals at GS-11
or over.

Another of the high use offices accepts overtime as a genersl
eondition of work decasuse of its 7-dsy week operation. In

- smother instance, irregdlar work flow, oot subject to control of
the office conceruvsd was glven zs a main cause of overtime and
prospective employees were advised to anticipate recurring over-
time requirements.

An expressed requirement for specific jJustificstion was given
slightly greater emphasis in the discussions with low use offices
than high use offices. Also, the issuance of formel internal
instructions was slightly more frequent in the low use offices
suggesting the poesibllity of more seriocus attention to overtime
sdministration.

Question No. 3: How does the office evntrol bvertime?

| In general, the controls exercised over overtime were get at the

initial approval point. Records of actual overtime worked were
| maintained in some of the low use offices but no such records
were reported in the high use offices.

‘ In both high and low use offices, there were instances of limits
placed on the total howrs of overtime any individual employee

L
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would be euthorized to work or be compensated for - this ranged
fram b hours per week with no compensation if any sick or somuel
lesve had been taken to 30 hours per pay period {15 hours per
veex). In both high and low offides, there were instances in
vhich the initis) epproval was granted ou & quota basis.

Question No. 4: Is overtime approved in gfivancet If so, by whom?

A1l offices studied reported prior approval was required. In
seversl ceses, this spprovil was on & quots basis by the office
nsad and subordinate supervisors were authorized to direct

actual overtime work withis their quotas. In most cases, spproval
of the office head or his deputy was required.

question No. 5: What justification must e given by components of the office
' 'or_requasting oveytime

Except for two cases in wridch overtime wes regularly planned on
she basis of workflow, each office 1nficated specific statements
of Jjustification were required. Justifications based on meeting
regular vorklosd appeered with about the seme Trequency as those
citing special or emergency requirements.

213 overtime? If s0 1f not, which
TS are & O ety tims ofF?

Pecause this was e key point in expressed fealings of variance
in practice within the Agency, briefs of sach response are given:

High Use Offices

No. 1 - All employees are paid overtime becsuse staffing end
workloed will not permit use of compensatory time off.

No. a—mm:mpddwmwbwmemm, in
many cases, are ferfeliting mnmial lesve and eannot be
mpered to take compensatory time off and anmual leave.

¥o. 3 -u.lgrw&esmpddmrhm gince worklosd will not
it all employses %0 teke earned anmial leave.
Conpensatory time off can be granted only in smell
smounts .
¥o. b - In grades G8-3/10, the employee 1s paid sutomatically
unless he requests time off. In grade GB8-11 and over,
3
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the eaployee determines vhether he will be paid or
receive compensatory time off. It was stated that
workflov mekes use ¢f conpensstory time impractical.

No. 5 - All grades are paid overtime. It was indicated that
the office hesd balieved tkat anyone required to work
gvertime should be paid.

Ko. 6 - In most cases, ell grades sre paid. Exceptions wvere
not explained.

No. 7 - All grsdes are pald overtime as staffing will not permit
use of compensatory time. It was noted that higher
gafded officers 4id not claim such overtime, however.

No. 8 - Option with employes below GB-11. At 08-11 and above,
ecmpensstory time off is granted rather than pay,
sxoept when the individual cannot be spared to take
it by the end of the leave year.

Low Use Offices

Ko. 1 - ALl overtime except Fatuxdmy duty is compensated for
in tims off. »

No. 2 - 8- and below are paid. GB-11 and over are granted
gconpensatory time.

Fo. 3 - 08-10 and below elect method of compensation. Except
when supervisor cennot reldase employee to take the time
off, G8-11 s»d above are grantad compengatory time off.

No. 4 - G8-10 and below elect msthod of cospensation. G¢S8-11 and
above are inttially credited with compensatory time but
ray subsequently comnvert ta pay if ynable to use.

¥o. 5 - GS-10 and below slect method of conpensation. C8-11's
apd sbove are directed to perform overtime only in
upugual cases and axe granted compensatory time oft
unlese a special Justification for paynent is spproved
by the office head.

No. 6 - All grades ere paid ms normel workload rerely permits
granting of compensatory time.

M-?*M&!KG- 6, m-
Ko. 8 - All grades are paid but higher graded employees rarely
claim compensation.
6
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1t cen be cbserved that the high use offiges have shown s greater tendency to
predstermine the impractissbility of granting tike off than the low use offices.
Sivce the rates are based cnly on paid overtime, it 1s possible that the actusl
overtime worked in the low use offices is more cémparable to that of the high
use offices with the spparent &ifference being represented in voluntary overtime
or grm;:& as compensatory time off. Recerds to establish this point are not

In these offices which grast ccepensatory time off, it was
reporied ms credited on TA records. However, in most cases,
the possibility of informal recordis in subordinate units in
iieu of official recorded time was meptioped. It 1s probeble
that it is more or less cultomery at least in scme units to
seintain informal records 6f overtime worked without formal
suathorigation as a basis for granting unrecorded compensatory

Question No. 8: Liet, in order of occurrence, the %a__t prevalent csuses which
posesgitate the f overtime by the office.

The responses to this question are also considered of sufficient
interest to warrant reporting briefs of the individusl replies.

High Use Qffices

Bo. 1 - nt for providing coutinucus service. Conaider
epertime cheaper than regular staffing to provide such
coverage.

No. 2 - Worklosd in excess of avallable manpower. High turnover
rate, Crash jobs. Baturdsy duty.

Ko. 3 - Understaffing. Emergencles.

No. & - Nesessity to profuce on §-day week. Incidence of
crises; flsps ocowrring. Sick lesave in emaller units.

%o. 5 - Cresh assigoments. Peak worklosds. In some elementa,
wlerstalfing.

No. 6 - Individusls assigied to #pesisl projects and not under
control of the office. General understaffing of office.
Comtiruous aperstfon of dne unit. Emergency work
requirements.
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¥o. T - Workloed in excess of available manpower. Requirement
for Saturdey &uty.

;ﬁ Uge Qfﬂcae

No. 1 - Desdlines set by White House or Department of State.

Ko. 2 - Flaps. Short deadlines. Btaff studies, Changes in
office programning. Preperation of anmual budget.

No. 3 - lack of comtral by office over a particular project.

Wo. 4 - Cyelical worklosd. Inbalance between workload and

staffing (replacement of employees on sick or anoual
leave). Rescheduling of activities. YEmergency

requirements. Preparstion of annual budget.
No. 5 - Brergency requirements. Saturday service {half-time).
Bo. 6 - Crash situstions in other components. Deadline reports
such as preparation of cperstional programs anmual
budget, etc. . ol

¥o. 7 - Understaffing. Crash operationsl situations.
Saturdsy duty.

No. 8 - Understeffing.

Question No. 9: Can tours of duty be changed and thereby elimivate overtime?

In & few cases, it was indiested this had been done and in
nost cases it was indi¢ated further consideration would be
given to this possibility. Two of the high use offices
indicated it would be {mpractical and two others that it
was 5 possidbility only in certaln elements.

Question No. 10: Does the office receive periodic letters from the Copptroller
%6 ¥ uge of overt

All offices indieated they did receive such reports and used
them as & basis for review or discussion.

The working group hms collected & number of pﬂi«g‘ and procedural statements
on overtime issued by various ccmponents (Attachment 1). In gensral, these

8
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4ssusnces restate the Agency's policy sund procedures for locel spplicmtion. In
s muber of cases, additional restrictions end limitetions on the payment of
overtime have been spplied--not 211 of which sre in keeping with the Agency's
poliey or the statutes on which it {0 Bosed. Exezmples of such additional re-
striotions are prohibitions against payment for overtime worked during any period
4n vhich an individuel has taken any lesve, limitations on the mmber of hours of
evertime for which an individual can bé paid (regardless of hours worked), 1limi-
tations on the grant of compensatory time off based on leave earning categories
rather than op individunl ceses, and restrictions against payment for overtime
worited between T:30 and 8:30 a.m.

The primary defect in such restriétions snd limitations is thst they are
directed to payment for overtime rather than to the use of overtime. For example,
the requirement for emsrgency overtime is less likely to occur between 7:30 and
#:30 s.n. than immedistely following the regular workday. Also, permitting

X s ta work at the earlier hours raises the question of whether the over-
$ime is in conformance with the Agency's poliey or for the convenience of an
enployee who would srrive at work esrly snyway in order to get s parking place.
Rowever, if the overtime has been properly suthorized, the employee should not
e penalized by prohibiting payment if he hed to work {mmedietely prior to hie
regular workday. As s further exgmple, overtime worked immediately prior to a

period of anmial leave may sppear to be for the convenience of the employee but

14 would be inequitsble to deny payment in & case in which the circumstances did
sctuslly require the overtime. BSimllarly, an employee who has been ebsent on
aick lesve should probebly not be required to work overtime inmediately upon his
return to duty; however, he should not be deunied payment 1f he is required to

@ RATES WITE ANNUAL AND BICK LEAVE RATES

§ix of the eight high overtime use offices are at or over the Agency
average in mumber of hours sick leave par enployee per pay period while
aix of the eight low use offices are below the Agency average. Available
&ata does not indicate vhether the incidence of gick leave is attributable
to the requirement for overtime or vice versa. BDustained excessive over-
time work would probebly have an ndverse effect on heslth and morale but,
in the absence of data as to voluntary overtime in either the high use or
low use offices and the relatively small amounts of overtime involved per
parson in the overall retes, there is insufficient evidence for stating
that such is the case here.

High Overtime Use Offices Lo Overtime Use Offices

Ra. 2 2.5
¥o. 8 2.5

9
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/“Contimed Eigh Overtime Use Offices Low Quertime Use Offices
ron 9. 9.7 No. 7 2%
¥o. 5 2.3
mt 6 2:3 ﬁG. 8 2-3
Ho. 2 2.2
[ A waﬁyaﬂrmna.l ————————— -
¥o. 1 2.1
¥o. 6 2.0
No. 5 2.0
No. & 1.9
¥o. 7 1.9
No. b 1.7
ﬁ‘ 3 1!6 RO- 3 106
¥o. 1 1.3

3 . . ave

Bix of the eight high overilme use offices are st or over the
Ageacy average in mumber of hours anmial lesve per employee per pay
pericd and five of the elight Jow overtime use offices are alsc over
the aversge. This suggests that the inebility to use compensatory
time off as overtime compensation because of aifficulty of granting
anmaal leave mey not be as cormen s gitustion as has been assumed.

Bigh Overtime Use Offices Low Overtime Use Offices
No. 1 7.2
m' k’ 6'7
No. 6 6.5
m‘ T 612
EG; 3 6»1
‘ ¥o. 2 6.0
Hos. 3, &, 5 5.9
my T 508
e = » = = = = Agency Average - 5.6 - - - - - -~
%o. 2 5.6
B‘Bu 6 51"’
msc 5’ 8 5'3
¥o. 1 5.2

Ro. & 5.0
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V. CONCLIETONS

A. It is belleved that the survey by the working group hed a beneficial

sffect in focusing attention of Qpersting Officials on their
afministration of overtime snd that periodic reminders of the importance
of conscientious administretion in their arems are desirable.

" B. The present policy fixes respansibility for overtime sdministration
st the most logleal point. This polfcy places no sbsolute limi-

tations on the upe of overtime but relies on the Judgment of senior Agency
officials to direct overtime only when necessary. Statistical evidence
and interviews with responsible officials offeres no basls for concluding
that the present overtime policy 18 not being comscientiocusly edministered
in most ceses. There im no evidence that 1t is still necessary to limit
syproval sutherity to Office Heads snd s general feeling that this respon-

sixility should be redelegated.

C. Anslysis of avellable statistics and the survey results discloses
no significent trends and no rpdical dlfferences among the com-
ponents’ studies which would indicate an svenue of approsch to the re-
duction, eliminstion, or equalization of overtime. In only two closely
related sreas were there noticeable differentiations between the high

and low users of overtine;

1. All but one of the high upers cited understaffing among the
cauges of its overtime requirements.

2. All high users snd the highest three of the low users indicated
that compensatory time off in lieu of overtime pay was impractical becsuse
employees could not be spared to take time off.

D. There are significant differentes amomg the various components in
the sgplication of disaretionary authorities respecting the payment

of overtime in grades 0S-1l and sboVe as opposed to granting compensatory

time off in lieu thereof. The establishment of a uniform policy without

such &iscretionary suthority would eliminete such differences. Such a

policy would necessarily recognize $he ocption given by law to employees

in G8-10 and below as to whether cosmpensation for overtime which they

are directed to work should be in the form of overtime pay or compensatory

time off {o lieu thereof.

E. o definite concluslons can be drawn ss to the effect of Agency
overtime uss on health and morale. It might be noted that the
bighest cvertime users had sn 18.3% higher sick leave rate during the
period stuldied then the low overtime use offices. However, this flgure
ioses meaning vhen 1t is mentioned that the overtime use figures were
for paid overtime only and there is no evidence that the same individuals

1
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vho performed the peid overtime were those who used sick leave. Require-
mmts for vorking overtime have not been offered by departing employees
a8 & reascon for leaving the Agency.

The working group recommends that:

A. The Agency's present policy respecting the use of overtime be
eontinued in effect.

B. The Agency's present polley respectiag compensation for overtime
e mofified to:

1, Exteod the empl ‘s ¢ption es to form of compensation
(pay or time off) through G8-12;

2. Provide only compensatory time off to enployees in grades
48-13 and above;

3. Discourage the use of overtime in the hour imediately
yreceding the regular workday;

4, Diseourage overtime vork by explayees vho have been sbsent
on sick leave or are gbing on annual leeve; and

« Authorize rating Officials to delegate approvel
? suthority Ot?a single senior subordinate with an alternate.

. Mml tion of overtime be peripdically reviewed and
¢ m}::i;:? through analysis of statistical data by the Comptroller
vhe will refer spparent excessive use of overtime to the
Murggement Staff for study and appropriate action.
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